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Executive Summary

As Salesforce has evolved from a CRM platform into the central hub for
business-critical applications spanning sales, marketing, customer success, and
finance, the need for robust DevOps practices has become paramount. Yet many
organizations find themselves at a crossroads: should they build a custom
DevOps solution using a selection of traditional tools, or invest in a purpose-built
Salesforce DevOps platform?

This decision impacts not only your technical architecture but also your team's
productivity, compliance posture, and ability to scale with business demands.
Recent research indicates that 90% of organizations employing iterative DevOps
approaches will optimize customer value in relation to cost and risk, while 85%
of companies implementing proper Salesforce DevOps practices experience
increased ROI from their Salesforce investment.

This whitepaper provides a comprehensive framework for evaluating your
options, understanding the true costs and benefits of each approach, and making
a decision that aligns with your organization's long-term strategic goals.
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Understanding Salesforce DevOps

Why Salesforce DevOps is Different

Traditional DevOps practices were designed for high-code, file-based development environments. Salesforce,
however, operates on a fundamentally different paradigm:

Q

Metadata-driven architecture requiring specialized understanding of dependencies and relationships

Q

Declarative development alongside traditional coding approaches

Q

Multi-tenant platform with regular updates that can impact custom solutions

Q

Mixed skill sets from citizen developers to professional coders working on the same platform

Q

Complex permission and security models that must be maintained across environments

These unique characteristics mean that generic DevOps tools, while powerful in traditional environments, often
fall short when applied to Salesforce development lifecycles.

The Stakes: Why This Decision Matters

The choice between building and buying affects multiple dimensions of your organization:

e Time to market for new features and applications
i Business Impact N

e Ability to scale development teams and processes

e Compliance and audit readiness

e Total cost of ownership over time

« Developer productivity and satisfaction
w58 Technical Impact -

- P « Deployment success rates and rollback capabilities
- Integration with existing toolchains

- Platform security and governance

P\ Organizational « Resource allocation and skill requirements
&h Impact - Risk tolerance and mitigation strategies

e Long-term strategic flexibility

u www.flosum.com
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The Build Approach: Custom Solutions

What Building Entails

Building a custom Salesforce DevOps solution typically involves assembling various open-source and commercial

tools:

Core Components

RRRRK

Version Control: Git, Bitbucket, or similar

CI/CD Engine: Jenkins, Bamboo, Azure DevOps, or GitHub Actions
Testing Framework: Custom test automation scripts

Deployment Scripts: SFDX CLI-based custom automation

Monitoring & Reporting: Custom dashboards and alerting systems

Integration Layer: Custom scripts and configurations to connect these components, handle Salesforce-specific
requirements, and manage the complex metadata relationships unique to the platform.

Apparent Advantages of Building

Organizations often consider building for several compelling reasons:

o

Control and
Customization

Existing
Expertise

Perceived Cost
Savings

Complete control over feature development and prioritization
Ability to customize every aspect of the workflow
Integration with highly specific organizational requirements

Ownership of intellectual property and processes

Leverage existing DevOps team skills and infrastructure
Maintain consistency with other development practices

Avoid vendor dependence and associated costs

No ongoing licensing fees for DevOps platform
Utilization of existing tooling investments

Internal resource allocation versus external spend

www.flosum.com



Salesforce DevOps: Build Or Buy 05

The Reality: Hidden Costs and Challenges

While the build approach may seem attractive initially, organizations consistently encounter significant
challenges:

1. Time and Resource Investment 3. Scalability Limitations
Initial Development Knowledge Bottlenecks
& 6-24 months for initial implementation & Single points of failure around specialized

& 2-5 full-time engineers dedicated to expertise

development & Difficulty scaling team knowledge across
multiple tools

Q

Hundreds of meetings and decision points
before implementation begins & Challenge of maintaining consistency across

& Extensive testing and validation phases different project teams

& Skills transfer requirements during team
Case Study Insight: A global telecommunications changes

company estimated that building their DevOps solution
required over 90 hours just for basic CI/CD workflow  Technical Limitations
setup, before addressing Salesforce-specific

o Diffi . .
requirements. & Difficulty handling multiple Salesforce orgs

efficiently

Q

2. The Maintenance Burden Complex branching strategy limitations

Environment synchronization challenges

Q

Ongoing Requirements
Manual processes that don't scale with team
& Salesforce releases 3 updates per year, each growth

potentially breaking custom integrations

Q

Q

Security patches and updates across multiple
tool components

Q

Feature requests and enhancement backlogs

Documentation and knowledge transfer
requirements

Q

Resource Reality: A financial institution assessed that
scaling and maintaining their in-house solution would
require more than 4 full-time senior engineers on an
ongoing basis.
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4. Security and Compliance Risks

Plugin Vulnerabilities

v
v

Q

¢

Third-party plugins introduce security risks

Difficulty maintaining security patches across
tool ecosystem

Complex permission management across
multiple systems

Audit trail gaps and compliance challenges

Operational Security

¢

¢

Q

Default permissions often too broad for
enterprise security requirements

Manual security configurations prone to human
error

Lack of built-in compliance reporting and audit
capabilities

06

5. The "Duct Tape and Bailing Wire" Problem

Custom solutions often evolve into complex,
fragile systems that are:

¢

QAR

Q

Difficult to modify or enhance
Prone to unexpected failures

Challenging to troubleshoot across multiple
integrated components

Resistant to adoption of new best practices or
methodologies

www.flosum.com
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The Buy Approach: Purpose-Built

Platforms

What Buying Means

Purchasing a purpose-built Salesforce DevOps platform means investing in a solution specifically designed for the
unique requirements of Salesforce development lifecycles.

Key Characteristics of Purpose-Built Solutions

Salesforce-Native
Understanding

P2\ Unified
cwscy Experience

Enterprise-Ready
Features

Deep comprehension of metadata relationships and dependencies
Built-in support for all Salesforce metadata types
Automatic adaptation to Salesforce updates and new features

Integration with Salesforce security and permission models

Single platform for all DevOps activities
Consistent user interface across different functions
Integrated workflow from development through deployment

Consolidated reporting and analytics

Built-in compliance and audit capabilities
Enterprise security and access controls
Multi-org and multi-team support

Professional support and service level agreements

www.flosum.com
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Advantages of Purpose-Built Solutions

1. Accelerated Time to Value
Rapid Deployment

& Implementation in days or weeks rather than
months

Q

Pre-configured best practices and workflows

Immediate access to full feature set

QAR

Quick onboarding for team members

Proven ROI: Organizations like Veolia UK & IRE have
reported at least 500% ROL in their first year after
implementing a purpose-built DevOps solution.

2. Reduced Risk and Increased Reliability

Battle-Tested Solutions

& Thousands of implementations across various
industries

Proven scalability and reliability patterns

QAR

Regular security audits and compliance
certifications

Q

Professional support during critical operations
Predictable Operations

& Consistent deployment success rates
& Reliable rollback and recovery capabilities
& Proactive monitoring and alerting

& Documented disaster recovery procedures

3. Future-Proofing and Innovation
Continuous Enhancement

& Regular feature updates aligned with Salesforce
releases

& Access to new capabilities without internal
development

Q

Industry best practice evolution incorporated
automatically

Q

Innovation pipeline driven by collective
customer needs

Scalability Assurance

& Designed for enterprise-scale operations

Q

Multi-org and multi-team architecture

Q

Performance optimization for large-scale
deployments

Q

Flexible licensing to match organizational
growth

4. Optimized Resource Utilization
Focus on Core Business

& Development teams focus on business
applications, not DevOps tooling

& Elimination of specialized DevOps maintenance
requirements

& Reduced need for specialized Jenkins or CI/CD
expertise

&/ Faster onboarding for new team members
Predictable Costs

& Subscription-based pricing with predictable
scaling

Q

Elimination of infrastructure maintenance costs

Q

Reduced need for specialized technical resources

Clear ROI calculation and measurement

Q

www.flosum.com



Comparative Analysis Framework

Total Cost of Ownership (TCO) Analysis

Initial Development $500K - $2M+ (12-24 months) $50K - $200K (2-4 weeks)

$100K - $300K (license +

Annual Maintenance $300K - $800K (3-5 FTEs) . )
minimal admin)

$50K - $150K per Salesforce

Included in license
release

Platform Updates

Security & Compliance $100K - $300K annually Included with certifications

$50K - $100K per new team

Training & Onboarding member

$5K - $15K per team member

High - custom insurance

Risk Mitigation
g needed

Low - vendor SLAs and support
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Capability Comparison Matrix

Capability Build Approach Purpose-Built Platform

Salesforce Metadata
Understanding

Multi-Org Support

Rollback Capabilities

Merge Conflict Resolution

Profile & Permission Migration

Compliance Reporting

Branching Strategy Flexibility

Low-Code User Experience

Integration Ecosystem

Support & Documentation

Manual coding required

Complex custom development

Manual scripting

Manual/error-prone

Highly complex custom code

Custom development required

Limited by custom
implementation

CLI/code-based only

Custom API development

Internal only

08

Built-in intelligence

Native architecture

Automated with audit trails

Guided resolution wizards

Point-and-click configuration

Built-in audit trails

Supports any strategy

Visual, intuitive interface

Pre-built connectors

Professional support included

www.flosum.com
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Key Evaluation Criteria

Technical Requirements Assessment

When evaluating your options, consider these critical technical dimensions:

@ Salesforce « Does the solution support all Salesforce clouds and products you use?
% Platform Coverage « How does it handle custom objects, fields, and complex metadata
relationships?

- What is the approach to managing profiles, permission sets, and security
settings?

«  How well does it integrate with Salesforce's development lifecycle?

« Canitaccommodate your preferred branching strategies?
&l Development

e;fm% Workflow Support « How does it handle parallel development and merge conflicts?

«  What support exists for both declarative and programmatic development?

- How seamlessly does it integrate with existing development tools?
. . . . \
O scalability and How does the solution scale with multiple teams and orgs*
53 Performance «  What are the performance characteristics under load?
e How does it handle large-scale deployments and rollbacks?

« What monitoring and alerting capabilities are available?

Organizational Fit Assessment

Skill Set e What technical skills are required to implement and maintain the solution?
Alignment «  How does the learning curve compare for your existing team?
«  What training and support resources are available?

« How does the solution accommodate different skill levels within your team?

«  How well does the solution integrate with existing governance processes?
SR Process
o@c Integration « What compliance and audit capabilities are built-in?
« How does it support your change management and approval workflows?
«  What reporting and analytics capabilities align with your needs?
[ i - ?
<@% Strategic How does the solution support your long-term Salesforce strategy?
g Alignment «  What flexibility exists for evolving requirements and methodologies?

 How does the vendor's roadmap align with your business needs?
«  What exit strategies exist if requirements change significantly?
@ www.flosum.com
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Vendor Evaluation Framework

When considering purpose-built solutions, evaluate vendors across these dimensions:

— « How long has the vendor been focused on Salesforce DevOps?
= Domain Expertise
@ P - What depth of Salesforce platform knowledge do they demonstrate?

« How do they stay current with Salesforce updates and best practices?

- What thought leadership and community contributions do they provide?

«  What case studies and references can they provide in your industry?

21(;; Customer Success « How do they measure and report customer success and ROI?
- What s their customer retention rate and satisfaction scores?
« How responsive is their support organization?
Technical e What is their approach to security and compliance?
@ Excellence « How do they handle platform updates and backward compatibility?

e What is their track record for uptime and reliability?

- How do they approach integration with enterprise systems?

’ www.flosum.com
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Making the Strategic Decision

Decision Framework

Use this framework to systematically evaluate your options:

Stage 1: Requirements Analysis

1.

Current State Assessment

& Document existing DevOps maturity and
capabilities

& Identify pain points and improvement
opportunities

& Assess current team skills and resource
availability

&7 Evaluate integration requirements with
existing systems

Future State Vision

& Define success criteria and key performance
indicators

& Establish timeline requirements and
constraints

Identify scalability requirements and growth
projections

Q

Q

Determine compliance and governance
requirements

Stage 2: Option Evaluation

1.

Build Feasibility Analysis

& Assess internal capability and capacity for
development

& Estimate the true total cost of ownership
over 3-5 years

Evaluate risk tolerance for custom solution
maintenance

Q

Consider the opportunity cost of internal
resource allocation

Q

Stage 2: Option Evaluation

2. Buy Solution Assessment

A4

4

4
4

Evaluate available solutions against
requirements

Conduct proof of concept with leading
candidates

Assess vendor stability and strategic alignment

Calculate ROI and payback period

Stage 3: Strategic Decision

Consider these key factors in your final decision:

Choose Build When

4

1

Q

Q

A4

You have significant, proven internal DevOps
expertise, specifically in Salesforce

Your requirements are so unique that no
commercial solution can address them

You have dedicated resources for ongoing
maintenance and enhancement

Your organization views DevOps tooling as a
core competitive advantage

You have a high risk tolerance and long timeline
for implementation

Choose Buy When

A4

4

Q

Q

You want to focus internal resources on
business applications rather than tooling

You need rapid time to value and proven ROI
You require enterprise-scale reliability and
support

You want to leverage industry best practices and
continuous innovation

You need comprehensive compliance and audit
capabilities

www.flosum.com
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Common Decision Patterns
Large Enterprises typically choose purpose-built solutions when:

— | 01 p— 02 N 03 N 04
Regulatory Multiple business Executive leadership Development teams
compliance units need prioritizes span multiple skill

requirements are consistent DevOps predictable ROI and levels and locations
stringent capabilities risk mitigation

_ J J W, J

Mid-Market Organizations often choose purpose-built solutions when:
— 101 \ 02 ~ 03 N 04
Internal IT Business demands Competitive Cost predictability is
resources are rapid scaling of differentiation important for
constrained Salesforce comes from budgeting and
capabilities applications, not planning
DevOps tooling
. J _J J v,
Technical Organizations may choose to build when:
— 1 01 \ 02 \ 03 N 04
DevOps innovation is Highly specialized Significant existing Long-term
a core organizational integration investment in commitment to
competency requirements exist custom DevOps internal platform
infrastructure development
\. y, y, y, y,
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Implementation Considerations

Success Factors for Either Approach

Regardless of your build vs. buy decision, certain factors are critical for success:

258,

Build Implementation Best Practices

9

e Clear commitment from leadership on approach and resources

Defined success metrics and regular progress reviews

e Resolution of organizational resistance and change management

e Long-term strategic alignment and support

e Skills assessment and training planning

Change management and adoption strategies

e Clearroles and responsibilities definition

«  Communication and collaboration processes

Executive

Sponsorship .
Team

Preparation °
Phased

Implementation .

« Pilot projects to validate approach and refine processes

Gradual rollout to minimize risk and enable learning

e Continuous improvement and optimization cycles

e Regular assessment and adjustment of strategy

If you choose to build:

1. Start with a Minimum Viable Product (MVP)

2.

¢

Q

¢

Focus on core deployment capabilities first

Iterate based on user feedback and actual
usage patterns

Avoid over-engineering initial solution

Invest in Documentation and Knowledge Transfer

¢

¢

Q

Comprehensive documentation for all
custom components

Cross-training to eliminate single points of
failure

Regular architecture reviews and technical
debt assessment

4

¢

Q

3. Plan for Ongoing Evolution

Dedicated resources for maintenance and
enhancement

Regular assessment of commercial
alternatives

Flexibility to migrate if requirements change

www.flosum.com
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Buy Implementation Best Practices

If you choose to buy:

1. Thorough Vendor Evaluation

2.

& Proof of concept with real-world scenarios
& Reference checks with similar organizations

& Clear understanding of roadmap and
support model

Integration Planning

& Early identification of integration
requirements

Testing of critical integration points

QAR

Fallback plans for integration challenges

13

3. Adoption Strategy

4

QA R

Comprehensive training and onboarding
programs

Champions program to drive adoption

Regular feedback collection and process
refinement

www.flosum.com
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Conclusion

The decision between building and buying a Salesforce DevOps solution is fundamentally strategic, with
implications that extend far beyond the technical implementation. While the allure of building a custom solution
may seem compelling—offering complete control and leveraging existing skills—the reality is that most
organizations underestimate the complexity, ongoing costs, and risks associated with this approach.

Key Takeaways

The Build Approach *  You have dedicated, expert resources for ongoing development and

Works When maintenance
«  Your requirements are truly unique and cannot be addressed by
commercial solutions

&3

«  You view DevOps tooling as a core competitive differentiator

« You have a high risk tolerance and extended timeline for value realization

«  You want to focus resources on business applications rather than

The Buy Approach
v APP infrastructure

Delivers When

e You need proven ROI and predictable costs
«  You require enterprise-scale reliability and professional support

«  You want to leverage continuous innovation and industry best practices

The Strategic Imperative

In today's competitive landscape, the question isn't whether to implement DevOps for Salesforce—it's how to do
it most effectively. Organizations that make the right choice between building and buying position themselves for:

& Accelerated Digital Transformation: Faster delivery of business value through optimized development
processes

& Competitive Advantage: Superior ability to respond to market changes and customer needs
& Operational Excellence: Reliable, scalable processes that support business growth

& Risk Mitigation: Robust governance, compliance, and security capabilities

The Strategic Imperative

Use the frameworks and considerations outlined in this whitepaper to evaluate your specific situation. Remember that
this decision should align with your organization's broader strategic goals, resource capabilities, and risk tolerance.

Most importantly, recognize that the cost of indecision—continuing with manual, error-prone processes—often exceeds
the cost of either building or buying a proper solution. The organizations that thrive in the Salesforce ecosystem are
those that invest in mature, reliable DevOps practices that enable their teams to focus on delivering business value
rather than managing technical complexity.

@ www.flosum.com
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Ready to Transform Your Salesforce
DevOps?

Schedule a consultation with our DevOps experts to explore how a purpose-built Salesforce DevOps solution can
accelerate your digital transformation objectives. Discuss your specific business and team goals, and discover
how the right DevOps approach could transform your Salesforce project delivery.

Our solution engineering team will help you:

Q

Assess your current DevOps maturity and identify improvement opportunities

Calculate the true ROI of different approaches for your specific situation

QAR

Design an implementation strategy that aligns with your organizational goals

Understand how leading organizations have achieved measurable success

Q

“The transition to a purpose-built DevOps solution has been transformative for
our organization. We've seen a 50% improvement in deployment speed and
significantly better compliance posture. The ability to focus our developers on
business applications rather than DevOps maintenance has been a
game-changer."

Contact our team today to begin your journey toward more efficient, reliable, and scalable Salesforce
development processes.

’ www.flosum.com



Salesforce DevOps: Build Or Buy 16

About Flosum

Flosum is the leading Salesforce-native DevOps platform, trusted by enterprise organizations worldwide to
accelerate their digital transformation initiatives.

With deep expertise in Salesforce development lifecycles, Flosum provides a comprehensive platform that
addresses the unique challenges of metadata-driven development, complex org relationships, and
enterprise-scale governance requirements.

Why Organizations Choose Flosum:
Salesforce-Native Architecture: Built specifically for the Salesforce platform, with native understanding
of metadata, dependencies, and platform-specific requirements

Enterprise-Scale Reliability: Proven track record supporting large, complex Salesforce implementations
across multiple orgs and business units

Comprehensive Feature Set: End-to-end DevOps capabilities from version control through deployment,
testing, and compliance reporting

Rapid Implementation: Deploy in weeks rather than months, with immediate access to advanced DevOps
capabilities

Expert Support: Dedicated customer success team with deep Salesforce and DevOps expertise

Founded by Salesforce veterans and DevOps experts, Flosum combines platform expertise with enterprise-grade
reliability to help organizations maximize their Salesforce investment while minimizing risk and complexity.
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